THE SEVEN DEADLY SINS

1
The term "Seven Deadly Sins," also referred to as the "Capital Vices" or "Cardinal Sins", is a classification of objectionable vices. They were originally part of Christian ethics and have been used since early Christian times to educate and instruct Christians concerning fallen humanity's tendency to sin. The currently recognized version of the sins are usually given as wrath, greed, sloth, pride, lust, envy and gluttony. Part or all of the sins have been discussed over the past four centuries from different perspectives in the religious writings of Christianity, Hinduism, Islam, Buddhism and Judaism. Over the years, the sins have been modified and discussed by the clergy, philosophers, psychologists, authors, poets and educators.
A brief description of each of the Seven Deadly Sins appears in Exhibit 1. Each of the sins can be related to an animal, a specific color and even a punishment in hell for committing the sin. In a project environment, any or all of these sins can cause rational people to make irrational decisions, and this can occur at any level within the organizational hierarchy. At some levels, the existence of the sins may have a greater impact on project performance than at other levels. If a sin is apparent in the beginning of a project, then poor decisions in the initiation phase can have detrimental consequences in all of the downstream phases.
ENVY  "Envy is the art of counting the other fellow's blessing instead of your own." (Harold Coffin)
 "Envy is ignorance. Imitation is suicide." (Ralph Waldo Emerson)
 "When men are full of envy, they disparage everything, whether it be good or bad." Envy can be malicious or benign. Malicious envy has all of the characteristics mentioned above. Benign envy can be a positive motivational force if it encourages people to act in a more favorable manner such that the desires are attainable. Benign envy usually exists at the bottom of the organizational hierarchy, whereas malicious envy appears most frequently at the top.
The following four situations illustrate how envy can lead to project disasters:
 Situation 1: Reorganizational Failure. A company had four divisions, each headed up by a senior vice president. In the past, most of the projects had stayed entirely within one division. Each division had their own project management methodology, and the number of project successes significantly outnumbered the failures. As the marketplace began to change, the company began working on projects that required that more than one division work together on the same project. Using multiple methodologies on the same project proved to be an impossible task.
The president decreed that there must be one and only one methodology, and that all of the divisions must use the same methodology for managing projects. The company created a Project Management Office (PMO), and the president assigned one of the vice presidents with control over the PMO. Employees from each of the other three divisions were then assigned on a "dotted line"
relationship to the PMO for the development of the singular methodology.
The people in the PMO seemed to work well together. But the four vice presidents demanded that they have final signature authority over the adoption of the singular methodology.
Each vice president believed that the project management approach used in their division should be the driving force for the creation of a singular methodology. Regardless of what design the PMO came up with, each vice president demonstrated envy and resentment, finding fault with the others' ideas, playing out the "not invented here" syndrome. And while this was happening, the number of project failures began to increase, because of the lack of structure for project execution.
It also became obvious to each of the four vice presidents that whichever vice president had control of the PMO would become more powerful than the other three vice presidents because of the control over all of the project management intellectual property. Information is power, and envy for control of the information had taken its toll on the ability to manage and control projects effectively. Eventually, the president stepped in and allowed each vice president to have a PMO.
However, the PMOs had to be networked together. This helped a little, but even after they agreed on a common methodology, each PMO tried to seduce the other PMOs into their way of thinking and, as expected, continuous changes were being introduced to the methodology, with the projects still suffering from a lack of direction. Envy prevented decisions from being made that would have been in the best interest of the entire company.
 Situation 2: Reward Failure. Believing that an effective reward /bonus system would motivate project teams, senior management announced that bonuses would be given to each project team based upon the profitability of their projects. The company survived on competitive bidding to win contracts and most of the projects were in the millions of dollars.
Project managers quickly learned that large bonuses could be awarded if the project's cost estimates were grossly inflated during the bidding process and the contracts could be won.
This way, the actual profits on some contracts could exceed the targeted profits.
Although the company lost a few contracts they expected to win because of the inflated costs, some of the bonuses given to the project managers at the end of the contracts were similar in size to the bonuses given to some of the executives. Many of the executives were now envious of the people below them who were receiving such large bonuses. Due to envy, the executives then changed the bonus policy whereby part of the bonus fund would be distributed among the executives, even though the executives were not functioning as project sponsors. The bonuses given to the workers and the project managers were then reduced significantly. Some of the workers then sabotaged some of the projects, rather than see the executives receive bonuses that were awarded at the expense of the workers. and joined the company at exactly the same time; Jerry worked in project management, and the other two worked in engineering. They formed a carpool and travelled to and from work together every day. They also socialized together when not at work.
Two years after joining the company, Jerry had received his second promotion, whereas the other two workers had not received any promotions. The other two workers were envious of Jerry's success to the point where they stopped socializing and carpooling together. The jealousy became so strong that the two workers even refused to work on Jerry's projects. The workers never visibly displayed their jealousy for Jerry, but their actions spoke louder than words and made it clear how they really felt.
ANGER (OR WRATH)
 "For every minute you are angry, you lose sixty seconds of happiness." (Ralph Waldo
Emerson)
 "Speak when you are angry -and you'll make the best speech you'll ever regret." (Dr.
Lawrence J. Peters)
 "Anger is never without reason, but seldom a good one." (Benjamin Franklin)
 "Anger is one letter short of danger." (Anonymous)
 "Anger, if not restrained, is frequently more hurtful to us than the injury that provokes it." (Seneca)
Anger or wrath is a strong feeling of displeasure. Sometimes we become angry because the actions of others on the project have offended us. Other times, we demonstrate unnecessary anger to make someone extremely annoyed in order to stop a threatening behavior, such as continuous schedule slippages or cost overruns. Anger is often synonymous with ire, annoyance, irritation, rage, and resentment.
When we get angry, we often lose our objectivity. The anger we feel and demonstrate can appear suddenly, or it can be deliberate. There are ranges of anger. On the soft end of the spectrum, anger can be just a mild irritation, whereas on the hard end, anger can result in fury and rage. Not all anger is readily visible. For example, passive anger can be seen as a phony smile, giving someone the cold shoulder, overreacting to something, or constantly checking things. Aggressive anger can appear as bullying, expressing mistrust, talking too fast or destructiveness.
Here are some examples of how anger can affect projects: supporting data on what might or might not be realistic. To make matters worse, the executive sponsors on each project emphatically stated that they would not tolerate schedule slippages or cost overruns. The project teams developed the detailed project plan and, on eight of the 20 projects, the teams determined that the budgets and schedules provided by senior management were unrealistic. Rather than inform senior management immediately that their budget and schedule perceptions may be wrong, the teams began executing the projects and hoping for a miracle. The teams felt that this was a better approach than to incur the wrath of senior management in action when they were apprised of the situation.
The eight teams were unsuccessful in their quest for a miracle. After a few months, senior management performed a health check on one of the eight projects and discovered the truth: the project was in bad shape. A health check was then performed on all 20 projects, and it became apparent that eight of the projects were in trouble both financially and technically. Senior management became enraged that they were not informed of this previously, cancelled the eight troubled projects and fired all eight project managers in one day.
Part of the blame certainly falls upon the shoulders of the project teams for not informing senior management early on. But a lot of the blame must rest with senior management, especially when they have a history of demonstrating irate behavior that may have been unjustified. When project teams believe that they will encounter anger rather than support for problems from the top of the organizational hierarchy, project management may not succeed, and projects will fail. Bad news is often filtered to prevent the occurrence of anger.
 Situation 6: Failure Due to a Hidden Agenda. The Chief Information Officer (CIO) became the project sponsor for a $25 million IT project scheduled to last about one year.
The CIO established October 1st as the "go live" date for the project. During a July review of the status of the project, the CIO was informed by the project manager that the "go live" date was unrealistic. The CIO became furious and asked, "How much of the software would be operational by October 1st?" The project manager responded, "Perhaps ten percent."
The CIO stormed out of the meeting after demonstrating anger, calling the project team "incompetent fools." The CIO then authorized significant overtime and awarded the prime contractor almost $5 million in additional costs if they could get at least 50% of the software operational by October 1st and 70% or more by November 1st. The CIO knew that his year-end corporate bonus was partially aligned with implementation of this project, and with 70% of the software operational, his bonus would be significant. When the project was finally completed in February, the executive committee viewed the project as a partial failure because of the $5 million cost overrun, and the project manager was reprimanded. But the CIO received his bonus. blind, desire to achieve -regardless of the cost and consequences. When a collective belief exists, especially at the senior levels of management, rational organizations begin making irrational decisions, and any deviation from the collective belief is met with anger. People who question the collective belief or challenge progress are removed from the project or severely reprimanded. In order to work on these projects, one must suppress one's anger and go with the flow, regardless of the outcome. These projects can be technical successes but financial failures, never totally fulfilling the corporate business strategy.
A good example of this was the Iridium Project. 4 The Iridium Project was an 11-year project that missed the service launch date by one month. The service was a network of 66 satellites circling the earth, whereby we could talk to anyone anywhere. The project management activities performed by Motorola and Iridium LLP were outstanding, especially when we consider that the project resulted in more than 1000 patents and 25 million lines of software code. Technically, it was a success. But financially, it was a disaster, invoking anger when it became apparent that they could not get the number of subscribers they needed to break even. Throughout the project, the threat of severe anger from above, as well as the existence of the collective belief, made it almost impossible for people to challenge the projections on the number of subscribers.
Anger need not be demonstrated to inflict pain upon a project. Just the implied threat or fear of anger can limit a team's performance significantly. Pride is an inward emotion that leads to personal satisfaction or meeting personal goals.
PRIDE
Pride can be a virtue or simply love of oneself or an inflated sense of one's accomplishments, which leads to exhilarating emotions. Pride can have both negative and positive connotations. In a negative sense, pride can cause us to grossly inflate what we have accomplished. In a positive sense, it can be an attachment to the actions of others or a fulfilled feeling of belonging, such as national or ethnic pride, or being a member of the team on an important project.
Pride is often seen as a virtue. Overinflated pride can result in a disagreement with the truth, which sometimes comes with self-gratification. The antonyms to pride are humility and guilt.
Here are some examples of how pride can affect a project:
 Situation 9: Failure Due to Too Much Expertise. Peter was one of the most experienced engineers in the company. His technical expertise was second to none. Peter was asked to solve a problem on a project. Even though there were several possible options, Peter chose the option that was the most costly and resulted in the addition of unnecessary features which we refer to as "bells and whistles." Peter asserted that his solution was the only practical one, and the project manager reluctantly agreed. Peter saw this project as a way of increasing his reputation in the company regardless of the impact on the project. The bells and whistles increased the final cost of the deliverable significantly. It also inflated Peter's self-esteem.
 Situation 10: Failure Due to the Wrong Sponsor. Nancy was the Director of Marketing.
Her superior, the Vice President for Marketing, had requested the development of a rather sophisticated IT project for the Marketing Division. It was customary for the IT Department to act as the project sponsor on all IT projects once the business case for the project was approved. Nancy knew that this project would get the attention of the senior-most levels of management. Nancy had never served in the capacity of a project sponsor but believed that, if she could be the sponsor for this project, her identification with this project could result in a promotion.
Nancy's campaign to become the sponsor was a success. Unfortunately, there were numerous IT issues that had to be resolved at the sponsor level and, because of Nancy's lack of expertise in IT, she made several wrong decisions. The project ended up being late and over budget because many of Nancy's decisions had to be changed later on in the project. Nancy's quest for pride ended up having detrimental results.
GREED (AVARICE)
 "Ambition is but avarice on stilts, and masked." (Walter Savage Landor)
 "Avarice has ruined more souls than extravagance." (Charles Caleb Colton) Greed is a strong desire for wealth, goods and objects of value for oneself. Greed goes beyond the basic levels of comfort and survival. Greed asks for more than we actually need or deserve. Greed can also appear as the desire for power, information or control of resources.
Synonyms for greed are avarice and covetousness.
Below are several examples of how greed can affect projects:
 Situation 11: The Failure of Too Many Resources. Karl was placed in charge of a twoyear project that required 118 people, many of whom were needed on just a part-time basis.
Karl convinced senior management that this project required a co-located team, with everyone assigned full-time and that the team should be housed in a building away from the employees' functional managers. Senior management knew this was a bad idea but reluctantly agreed to it, knowing full well that the project was now over-staffed and overmanaged.
At the end of the first year, it became obvious that none of the employees on Karl's project received promotions or merit increases in their salary. The functional managers were rewarding only those employees who sat near them and made them look good on a daily basis. The employees on Karl's project now felt that assignment to this project was a non-promotable assignment. Several employees tried to sabotage the project just to get off of the project. Later, Karl discovered that several of the other project managers now had a strong dislike for him because his greed for resources had affected their projects. November; the follow-on contract, which was also quite large, was scheduled to begin in February.
The vice president and Ben agreed that a large management reserve should be established to support the project team between contracts. If the team were to be disbanded in November, there would be no guarantee that the same people would be available for the follow-on contract that would begin in February. When the project came to fruition in October, the remaining management reserve was large enough to support the resources with critical skills between October and February. These people would be working on some activities that would be needed for the followon contract, such as preliminary planning activities and procurement planning.
When the contract finally ended in October, the vice president told the financial people to book the management reserve as additional profit on the project. This increased the vice president's bonus significantly. However, without the management reserve, the critically-skilled resources were How the Seven Deadly Sins Can Lead to Project Failure
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20 reassigned back to their functional departments, and many were not available to work on the followon contract. The follow-on contract suffered from cost overruns and schedule slippages, due to different resources and a new learning curve. The damage due to the vice president's greed was now apparent. Below are examples of how sloth can affect projects:
SLOTH
 Situation 14: The Failure of Laziness. Becky was placed in charge of a one-year project that was relatively easy to accomplish and low risk. When negotiating with the functional managers for project staff, Becky overestimated the complexity and risk of the project so that she could request the more experienced people. That would certainly make Becky's job easier. The functional managers were not sure if Becky's estimates on risk and complexity were valid, but they decided that it would be better to grant her request than to provide mediocre resources and find out later that she was correct.
There wasn't much for Becky to do on the project. The subject matter experts did it all.
Eventually, the experienced people on Becky's project reported back to their respective functional managers that lower pay grade resources should have been assigned. While Becky's project was considered as a success and there wasn't much for Becky to do, the other projects that really could have used the more experienced resources suffered. Sloth usually benefits a single individual and at the expense of the greater good. The company soon became noncompetitive in the marketplace, and their business base began to deteriorate. Senior management then told the union that either the standards must be updated, or people might lose their jobs. The union wanted to maintain their complacency and refused to budge on the standards. When management threatened to outsource much of the work and lay people off, the union workers went on strike.
Management personnel and non-union workers began doing the work that was previously done by the union workers. They turned out 70% of the work using 10% of the non-unionized labor force. Human Resources personnel were running drill presses and lathes, and sales people were on the assembly line. Management now had a clear picture of what the sin of sloth had been doing to the company for years. Management had no intention of negotiating an end to the strike. Eventually the union conceded and returned to work. However, more than 160 of the union workers were laid off after the new standards were adopted. The company was now competitive again.
How the Seven Deadly Sins Can Lead to Project Failure
Revista de Gestão e Projetos -GeP, São Paulo, v. 3, n. 3, p 05-27, set./dez. 2012. Lust is the emotion or feeling of intense desire in the body. Although lust is usually described in a sexual content, it can also appear as a strong desire for power, knowledge or control.
It can lead to great eagerness or enthusiasm, which may be good, especially if it fulfills the need to gratify the senses.
Two examples of how lust can affect projects are shown below:
 Situation 16: Failure Due to the Lust for Power. Ralph was elated to be assigned as the project manager for a new project that was won through competitive bidding. The chance for significant follow-on work from this client was highly likely. This would be Ralph's chance to become more powerful than the other project managers and possibly get promoted and be given a corner office. Corner offices with large windows were signs of power and prestige. For this to happen, Ralph had to slowly build his project into an empire of resources, regardless of the consequences.
By the end of the initial contract, Ralph had more resources assigned full-time than planned for during project initiation. The project was significantly overstaffed, and this had an adverse effect on profits. But Ralph explained to his superiors that this would lead to increased profits in the future.
When the follow-on contract appeared, Ralph argued that he needed even more resources, and that a projectized organizational structure was needed with Ralph as it head. The company agreed. The projectized structure allowed Ralph to have all remaining part-time workers assigned to his project full-time. Part way through the project, the company was notified that there would additional follow-on contracts, but these would all be awarded through competitive bidding.
Ralph's power was now at an all-time high.
Unfortunately, because of the need to support his empire, the profitability of the follow-on contract that Ralph was finishing up had all of the profits going to worker salaries. Once again, Ralph argued that significant profits would be forthcoming. During competitive bidding for new follow-on work, Ralph's superiors significantly increased the price of the bid. Unfortunately, the company was now noncompetitive. Ralph and part of the empire he had built up were laid off. The lust for power, which took two years to develop, vanished in one day. Gluttony is usually defined in terms of food with terms such as "gulp down" or "swallow."
We see it as an overconsumption of food. In a business environment, gluttony is the desire to consume more than what is required. It is extravagance or waste.
The example below shows how gluttony can lead to both success and failure. When the Vice President for Manufacturing retired, Jerry was promoted to vice president.
Jerry's first action was to break up the empire he created so that nobody could ever become as powerful as he had been. But in Jerry's eyes now, he had control over all resources, regardless where they resided in the Manufacturing Division.
We painted a bleak picture here of how the Seven Deadly Sins can have a negative impact on projects. From a project perspective, some of the sins are closely related and cannot be as easily separated and discussed as psychologists and philosophers would have us believe. This can be seen from some of the situations presented previously, for example, where the desire for control of vast resources could be considered as some form of lust, gluttony or avarice.
It is true that, in some situations, the sins can produce positive results. They can force us to become more aggressive, take risks, accept new challenges and add value to the company. Our fascination with pride and lust can help us turn around a distressed project and make it into a success so that we can get corporate-wide recognition. The greed for wanting a large bonus can likewise encourage us to make our project successful. The downside risk of the vices is that they most certainly can have a negative effect on our ability to establish on our interpersonal skills and our relationships with the project teams and functional departments.
So, should we train project managers and team members on how to identify and control the sins? Perhaps not as long as beneficial results are forthcoming. Once again, we all succumb to some or all of these sins, but in varying degrees.
The Roman Catholic Church recognizes seven virtues, which correspond inversely to each of the Seven Deadly Sins. This is shown below in Exhibit 2. Time will tell.
